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Large scale efficiency gains in the CGIAR 
Background and Context 
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The challenges facing CGIAR Consortium 
INTERNAL PRESSURES 
•High cost of CS functions  
•Focus on core strengths (i.e. 
Science) 
•Complex and geographically 
widespread structure 
• Lack of holistic data and reporting 
MARKET FACTORS 
• Increasing competition for 
funding  
• Increased need to demonstrate 
relevance and competitiveness 
DONOR ENVIRONMENT 
• Increasingly commercially astute and demanding 
donors  
• Increasing challenges to cost effectiveness of operations 
•Pressure to deliver on promises of reform 
•Reviews start making suggestions for step change 
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 Where are the people in your plans? They are your principal asset. How do we become the 
employer of choice? 
 
 You have massive overheads, managing your cost base is going to be important for your 
survival– reputation of a system that should rationalize and you have to act. 
 
 Prepare for a more competitive world – procuring of research knowledge is going to become 
more competitive so get ready for it  
 
 Become excellent at resource management – people, programs, funds, facilities…. 
 
 Don’t’ wait until the donors impose change or – worse- tiptoe away from you…. 
 
The challenges as per A. Beattie 
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Donors view CGIAR as very high transaction cost, overly complex system, inefficient 
 
Donor focus to date has been: 
 Merging Centers 
 Reducing number of Center Board Members 
 Centers overhead rates 
 System costs capped at $16 million 
 
 
 
Donor Efficiency Focus 
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Current overheads in perspective 
 Overheads have come down significantly – in part by changing definitions – adopting the full 
costing method 
 
 As the Centers have grown rapidly, central services have stayed small (or lagged behind) 
 
 Most Center HQs are well managed, have decent services, have about as  low overheads as 
you can get for your size 
 
 But thinking like a Billion $ organization there are other opportunities 
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Shared Services for Corporate Services    
 
Now twice best practice  
SOURCE: Organisations’ Annual Reports 
* The best practice information is based on a large sample across sectors, taken from observations and analysis from the ‘Big 4’ and other 
consultancies    
** CGIAR estimates indicate that this figure could be as high as 15% 
** Some differential is likely due to different cost categorisation 
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 2600 bilateral grants in 2012: increase grant size gradually, reduce the long tail: 
save $25-50 million annually 
 
 162 Center country offices in 79 countries: reduce to one joint-Center / CGIAR 
office: save $25-50 million annually 
 
 Share back-office systems & services: save $50-100 million annually 
 
 
 
 
 
Think like a billion $ organization 
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 We believe there are much greater opportunities for efficiency increases than Center 
mergers, reducing Center Boards or capping the system costs 
 
 Large gains -$100-200/year over 5-10 years - through: single country offices; larger grants 
and shared back office systems 
 
  In fact a very early high level analysis suggests that a $25-50 million investment over the 
first 5 years could free up an accumulation of $300-600 million over 10 years for 
reinvestment in research & development 
 
 None of it quick, none of it easy – and some requiring upfront investment – all of it 
requiring real leadership at Center and Consortium level 
 
What could success look like? 
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 Building commitment across the breadth of our dispersed organisation: This will take 
management commitment 
 
 Operational and financial accountability is still retained within the 15 consortium 
members: This requires buy-in by all 
 
 Addressing the geographic and process complexity of all stages: Recognize diversity of 
implementation needed 
 
 Ensuring successful change and transformation.  Dedicate the right level of resource 
support 
 
Critical Success Factors 
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Large scale efficiency gains in the CGIAR 
The 3 Operational Initiatives 
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Early findings in the CGIAR Resource mobilization review note: 
 
‘Many of CGIAR’s largest donors are expressing concern about the lack of ambition in 
the scale of the work being carried out. To shift the focus of the entire international 
research agenda, there is a need for the CGIAR to propose large scale research 
projects, with ambitious and measureable goals that require mega-investments and 
are focused on producing downstream impact.’  
 
 
The Operational Initiatives 1: Reducing long tail of grants 
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The Operational Initiatives 1: The long tail - Analysis of 2012 grants portfolio exhibits 
a classic 80:20 scenario. 80% of revenue from 20% of the grants. Long tail generates 
significant administrative workload for minimal outcome  
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The Operational Initiatives 1: Impact of reducing the long tail 
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 CGIAR Centers are present in approximately 79 countries occupying 162 offices. 
 
 35 countries operate with more than one office.  
 
 19 operate with more than two 
 
 
The Operational Initiatives 2: Rationalizing country presence 
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Bangladesh:  
 
 $32M Annual investment   
 6 Centres 
 9 Offices 
 382  Total staff 
 154   Corporate services staff  
 Similar pattern in Benin, Mozambique 
 
The Operational Initiatives 2: Rationalizing country presence  
– An Example 
18 
The Operational Initiatives 2: Rationalizing country presence  
– The Potential Prize 
 79 countries  79 offices?  
 
 Potential savings between $23M and $46M annually in reduction of facilities and staff 
costs.   
 
 However by just concentrating on the 20 largest countries. 
 
 Potential savings between $19M and $39M annually.   
 
 Qualitative benefits of operating from a single facility, owned and managed by the 
Centres in a co-operative fashion. 
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The Operational Initiatives 3: A Shared Services vision to re-shape corporate 
services and gain operational efficiencies. 
We proposed pursuing a co-operative shared services model to improve the operational 
efficiency of corporate services, and to allow centres to focus on their core strength of 
research. 
We believe that by building a shared corporate services utility for the consortium, all centres can benefit from 
reduced cost and improved service quality and agility. This will reduce our overheads and allow more funding to be 
used directly for research as we continue to grow. 
We currently have: 
• 15 centres 
• Individual support costs 
• Varying levels of corporate 
services efficiency and service 
quality 
We believe we can: 
• Reduce the total support cost for all centres 
and the consortium as a whole 
• Improve direct utilisation of funding for 
research 
• Improve our overall agility and service quality 
• Build a platform for growth 
With currently 
~ $1bn of 
donations… 
NOW 
Duplication of corporate services functions 
IN FUTURE 
Potentially: Jointly-owned cooperative model 
$1bn 
Consolidated Support Cost … … … … 
HR 
IT 
F&A 
HR 
IT 
F&A 
HR 
IT 
F&A 
HR 
IT 
F&A 
15 Research Centres 15 Research Centres 
Reduced Individual Support Cost 
Potential to reduce 
total support costs by 
30-40% 
SOURCE: CGIAR Data, CGIAR and Elix-IRR Analysis 
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Large scale efficiency gains in the CGIAR 
The Operational Efficiency 
Initiative in Detail 
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High Level Corporate Service Cost Benchmark 
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In efficient 
organisations, 
corporate services costs 
typically represent 5-6% 
of total spend 
• Given conservative estimates that corporate services 
costs represent c. 11% of CGIAR total spend, the 5-6% 
benchmark supports that there is at least 30-40% savings 
potential in the $110m baseline. 
• An initial analysis of the roles performed within CGIAR 
suggests that 30% of people are performing corporate 
services roles 
• While it would be dangerous to extrapolate this into an 
addressable cost base, it seems likely that cost is outside 
our core 5-10% estimated range, and further analysis 
should be undertaken* 
• Currently the data is not available to investigate in further 
detail the costs of IT vs. Finance vs. HR, but it is highly likely 
that these are areas where we could see significant 
benefit. 
• In order to reduce corporate services costs, CGIAR should 
make available and collect the required data to establish 
where we fit against the baselines described above 
Benchmarking of Cost Breakdown 
High-level analysis indicates that corporate services costs are significantly above competitive levels. Detailed cost 
analysis should be undertaken to understand what drives this cost, and how CGIAR compares function-by-function. 
We have conservatively 
estimated CGIAR corporate 
services costs at 11% of total 
spend* 
SOURCE: Elix-IRR analysis, Gartner 
Currently there is no holistic or detailed view of costs across the 15 centres, but high level 
analysis suggests opportunity to improve cost performance. Further analysis will be 
required. 
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Operational Efficiencies Implementation Options - Models 
Option 1: 
Global/Regional Consolidation 
• Centralise to a single, or small 
number of, large shared 
service centres 
Option 3: 
Standardise or automate first 
• Reduce in-country FTEs first through 
targeted optimisation/automation 
initiatives, prior to consolidation 
Note: (map is indicative) 
Option 2: 
Centralisation in-country 
• Reduced political challenge by only 
taking a first step to consolidation 
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Option 1: Global/Regional consolidation 
Option 1 would establish consolidation and shared services from the outset at either a 
global or regional level.  
Any large scale consolidation exercise would need to be preceded by wide syndication of a powerful 
business case for change. This would then be followed by a detailed design, delivery and testing phase. Key 
considerations around ‘make or buy’ would need to be assessed, assuming political appetite exists.  
PROMINENT FEATURES 
• Requires significant levels of 
commitment to overcome 
political hurdles  
• Business case focused  
• Significant design and 
implementation effort  
• Change management 
challenge at scale and 
complexity 
‘DOABILITY’ RATINGS 
Low Medium High 
Level of capital investment required 
Return on Investment (cashable & 
non – cashable) 
Ease of developing consensus 
Scale & complexity 
ADVANTAGES DISADVANTAGES 
A scale consolidation of offices or 
functions or both represents a 
significant opportunity to realise 
sizeable savings due to the 
economies of scale that would 
exists.  
LARGE POTENTIAL 
BENEFITS 
Scale consolidation affords CGIAR 
the opportunity to develop 
capability from ‘scratch’ and 
establish technology, processes 
and behaviours that are best in 
class and act as a ‘centre of 
excellence’ for other areas within 
the organisation 
CENTRE of 
EXCELLENCE 
Although challenging, a singular 
large scale initiative would provide 
a clear focus to management 
teams avoiding the risks of 
fragmented and un-aligned 
implementation efforts across 
multiple Centres 
SINGULAR FOCUS 
Tackling this type of initiative 
would be a large scale undertaking 
by the organisation, on a scale not 
seen previously. The personal 
commitment from all staff 
affected should not be 
underestimated 
SCALE & 
COMPLEXITY 
Scale undertakings require 
management commitment to 
ensure success. All Centre 
managers would need to buy into 
the vision and have the personal 
will to ensure that politics does 
not de-rail the process 
POLITICAL WILL 
Not exposed to business change 
previously, there is a risk that 
Centre staff experience denial, 
frustration and disillusionment 
with the journey embarked on, 
exacerbating the length of the 
change curve and risking partial 
completion 
CULTURAL ISSUES 
SOURCE: Elix-IRR best practice 
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Option 2: Consolidation in-country 
Option 2 would consolidate and centralise services within countries as a means to 
achieving the efficiency outcomes being pursued without the challenges at a global or 
regional scale, reverting to a regional or global platform at a later date. 
Currently, any given country can see multiple Centres operating from a number of independent offices. 
Avoiding the challenges of scale and complexity Option 2 would focus on centralising and consolidating at a 
country level to create positive outcomes for the consortium, looking to a global / regional platform later on.  
PROMINENT FEATURES 
• Robust analysis to identify 
the areas of highest 
potential benefit 
• Case by case business cases 
aimed at key Centre 
stakeholders in each priority 
country 
• Secure coordination of a 
portfolio of operating 
models 
‘DOABILITY’ RATINGS 
Level of capital investment required 
Return on Investment (cashable & 
non – cashable) 
Ease of developing consensus 
Scale & complexity 
ADVANTAGES DISADVANTAGES 
Option 2 avoids some of the 
financial, operational and political 
pitfalls of Option 1 focusing 
instead on countries where 
objectives should be more aligned 
REDUCED SCALE & 
COMPLEXITY 
Key stakeholders are more likely 
to be familiar with each other 
thereby increasing the likelihood 
of singular management and 
momentum underpinning change 
efforts  
GENERATING BUY 
IN 
By its very nature the model in 
Option 2 allows for prioritisation 
of Countries based on returns on 
investment and case by case 
business cases thereby giving 
CGIAR a prioritised change road 
map, enhancing the chances of 
incremental success  
PRIORITISATION 
The level of RoI achieved would be 
diminished as a consequence of 
decreased economies of scale  
EROSION of 
FINANCIAL CASE 
Undertaking in country functional 
or office consolidations risks the 
proliferation of different 
operating models across the 
organisation maintaining lack of 
standardisation, albeit at a more 
aggregated level, and challenging 
aggregation downstream 
PROLIFERATION 
of OPERATING 
MODELS 
EXPOSURE to 
BEST PRACTICE 
Low Medium High 
SOURCE: Elix-IRR best practice 
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Option 3: Standardise or automate first 
Alternatively, there is potential to reduce in-country FTEs before any consolidation 
through targeted optimisation, standardisation and automation initiatives, easing the next 
step in the consolidation journey through reducing the number of impacted FTEs. 
LEGACY 
ARCHITECTURE 
‘DOABILITY’ RATINGS 
Level of capital investment required 
Return on Investment (cashable & 
non – cashable) 
Ease of developing consensus 
Scale & complexity 
Robotics can enable organisations 
to implement automation 
solutions in as little as 6-9 weeks, 
while generating solutions which 
can be replicated and reused at 
reduced cost and complexity in 
many centres and countries.  
FAST 
Level of initial investment is low 
and limited involvement of in-
house IT teams is required to 
implement. 
EASE of 
IMPLEMENTATION 
Optimisation, standardisation and 
automation represent logical first 
steps towards a shared service 
end state. 
ALIGNMENT to 
STRATEGIC 
DIRECTION 
While this approach has been 
embedded at many large firms 
around the world, it may meet 
internal resistance with such a 
varied and geographically 
dispersed stakeholder group. 
NEW APPROACH 
Strength of approach is in easy 
reuse and replication of solutions 
globally and across centres. There 
is a risk that fragmentation in 
change efforts could occur, which 
would be difficult to control 
centrally 
RISK of 
FRAGMENTED 
CHANGE 
ADVANTAGES DISADVANTAGES 
Use of robotics requires a strong 
mandate in order to implement 
without challenges from IT legacy 
issues. 
Currently, any given country can see multiple Centres operating from a number of independent offices. 
Avoiding the challenges of scale and complexity Option 2 would focus on centralising and consolidating at a 
country level to create positive outcomes for the consortium, looking to a global / regional platform later on.  
PROMINENT FEATURES 
• Reduced FTE footprint eases 
the journey to consolidated 
shared services 
• Leverages interventions 
(such as robotics process 
automation) to services FTE 
requirement 
• Streamlined processes 
beginning to inform 
standardisation efforts 
Low Medium High 
Key: FTE               Virtual or Automated FTE 
SOURCE: Elix-IRR best practice 
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High Level Insights: 
 
1. Have significant operations in low 
cost countries. 
2. Extensive geographic and cultural 
footprint.  
3. Various and sometimes common 
corporate services exist across 
locations and centres. 
The Impacts 
 
1. Pure centralisation and arbitrage 
strategy may not deliver optimum 
benefit. 
2. Centres that satisfy unique regional 
and cultural needs may well be 
required. 
3. However, common functions and 
services could be susceptible to 
consolidation. 
Source: World Bank, Country and Lending Groups 2014 
The Current Environment: Global Cost Considerations & CGIAR Operations 
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More detailed analysis should be performed, but at a high level, CGIAR’s operating 
environment suggests the use of different elements of Shared Service models. 
High Level Insights The Impacts 
Shared Service Models Needed to Address the 
Impacts 
1. Have significant 
operations in low 
cost countries. 
1. Pure centralisation 
and arbitrage 
strategy may not 
deliver optimum 
benefit. 
• Regional consolidation – centres share functions and 
services across a region (e.g. Americas). 
 
and 
 
• Local with process excellence – centres would 
provide functions and services only to a specific 
centre or country, but applying global best practices. 
These should be considered by exception. 
2. Extensive 
geographic and 
cultural footprint.  
 
2. Centres that satisfy 
unique regional 
and cultural needs 
may well be 
required. 
3. Various and 
sometimes 
common corporate 
services exist 
across locations 
and centres. 
3. However, common 
functions and 
services could be 
susceptible to 
consolidation. 
• Global consolidation of operational efficiency – 
common and highly transactional services, insensitive 
to regional differences, could be consolidated. 
How the Current Environment Drives The Operational Efficiency Model  
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Recommended Implementation Model – The Amalgamated Model 
Combining the right set of elements creates an ‘Amalgamated Model’ of Operational 
Efficiency consisting of regional, local and global Centres of Excellence (CoE). 
Note: MAP IS ILLUSTRATIVE AND DOES NOT REFLECT POTENTIAL LOCATIONS 
G - Global Centre of Excellence 
RH 
RH 
RH 
The Amalgamated Model for 
Centres of Excellence (CoEs) 
 
The opportunity exists for CGIAR 
to pursue an amalgamated model 
of Shared Services composed of: 
 
• (RH) Regional Hub Centres of 
Excellence 
• (L) Local Centres of Excellence 
• (G) Global Centres of 
Excellence 
 
These CoEs would deliver a mix of 
services (e.g. Finance, HR and IT) 
based on different financial, 
regional and cultural needs. 
 
L 
L 
L 
L 
L 
RH 
RH 
Designing the right mix of services to be delivered by each Centre of 
Excellence  (e.g. is it a mix of IT and HR or does it specialise in a specific 
function?) will be a critical next step in the Shared Services journey. ! 
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Initial View of Services by Centre Type 
To illustrate what services could be delivered by centre type, the table below breakdowns 
typical Finance, HR and IT functions. 
Finance HR IT 
Regional Hub 
Centre 
• Accounts Payable 
• Accounts Receivable 
• Recruitment 
• Payroll 
• Talent Development 
• Training 
• Support 
• Project Management 
Local Centre   
Global Centre 
• Finance Strategy 
• Treasury 
• Budgeting and 
Planning 
• Risk Management 
• Reporting 
• HR Strategy 
• Benefits 
• Performance 
Management 
• Employee Relations 
• Time tracking 
• IT Strategy 
• Help Desk 
• IT infrastructure 
• System Development 
• IT spend 
As previously mentioned, determining the right mix of centres for CGIAR and then the services to 
be delivered by each centre will be a critical next step in the Shared Services journey. 
Services could be interchangeable between Regional and Local centres depending on need.  
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Determining what 
services are 
suitable for: 
- Automation 
- Consolidation 
- Centralisation 
Quick Wins 
Implementation 
 
 
Medium Term 
Transformation 
Long Term 
Transformation 
 
The Journey to Achieving the Amalgamated Operational Efficiency Model 
The implementation journey is a series of transformation steps. The earlier steps are low-
risk and low investment and can produce tangible benefits to CGIAR. The later ones take 
greater investment both financially and organisationally and imply greater disruption. 
Lower risk, investment 
and disruption  
Higher risk, investment 
and disruption but 
higher returns   
(0-3 Years) 
(3-5 Years) 
(5-10 Years) 
As the Operational Efficiency journey progresses… 
10 years is a long implementation period but recognizes the complexity of the current CG 
structure . Any additional investment in resource and political will shorten this time line This will 
help secure benefits, reduce operating risk and strengthen the sustainability of change. 
 …risk, investment and disruption increases. 
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Benefits Across Functions and Over Time 
The Shared Services journey will also produce benefits across different functions and time 
periods, helping counter the key costs of transformation. For example: 
Short Term  
(0-3 years) 
Medium Term 
(3-5 years) 
Long Term* 
(5-10 years) 
Administration • Standardise ways of working 
• Workflow management re-
engineering 
• Additional process automation and 
technology enhancement 
• Compliance with process 
• Work removal through self-service 
systems 
Finance • Continue OCS Implementation (note 
this ERP system also impacts other 
functions) 
• Transactional service centralisation 
(e.g. A/P)  
• Implement Phase 2 of OCS 
• Non-transactional service 
centralisation (e.g. Treasury) 
• Value added technology to improve 
A/R 
• Selective outsourcing to reduce costs 
HR • Common policies and process 
• 3rd party HR spend management 
• HR management centralisation 
• Harmonised benefits (e.g. healthcare) 
• Work removal through self-service 
systems 
IT • Infrastructure / systems consolidation 
• Rationalise contractor base 
• Support and management function 
centralisation 
• Re-platforming to low cost 
technologies 
Procurement • Spend Savings  
• Tactical outsourcing 
• Resource and staff centralisation 
• Alignment of spend to strategy 
• Supplier rationalisation 
Facilities • Centralise support services • Rationalise centres • Use of technology to reduce 
dependency on physical facilities 
Technology and Infrastructure Investments 
Programme Implementation Costs 
Organisational Change and Capability Development Costs (Including moving roles) 
Workforce Reduction Costs 
Typical 
Organisational 
Transformation 
Costs 
* Elix-IRR believes these activities can be completed in the medium term 
if there is suitable organisational appetite.  
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Estimating Accumulated Net Savings Over Time 
Financial benefits, net of transformation costs, are estimated to be between $300 million 
and $600 million over 10 years, an amount that can be put directly back into the science 
agenda.  For this model, we assumed CGIAR revenue remained constant. 
An initial estimate of $25-$50 million of transformation cost (low-high, respectively) was used for this model. 
Note: Procurement savings are compensating for transformation costs in the early years. 
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Key Factors Driving Transformation Costs 
The $25-$50 million range of transformation costs will be driven by numerous factors, but 
two critical ones will be the extent of centralisation and technology use. 
Extent of centralisation 
 
• Centralisation will often come with 
relocation, consolidation and change 
costs. 
 
• There will be costs related to any 
physical changes to the organisation 
(e.g. moving or reducing staff) as well as 
costs related to process changes (e.g. 
costs related to standardising processes 
to work within a centralised 
environment). 
Extent  of Technology Use 
 
• The use of technology can introduce 
different types of cost including:  
 
• system investment costs 
• Implementation, process change 
and training costs 
• potential resource reduction costs 
if automation exists 
 
• The extent of these factors will be a key 
driver in determining overall 
transformation costs. 
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Important Considerations for Implementation 
Before CGIAR embarks on a Shared Services journey, there are several key opportunities 
and challenges to take into account. 
Opportunities 
 
• Invest in new technology platforms 
and services 
• Enhance core capabilities 
• Produce real savings 
• Use external capabilities 
How the Amalgamated Model and Shared Services capitalises on 
these opportunities: 
• Regional and Global CoEs make it easier to work together to establish new platform 
technologies (e.g. HR platforms, automation technologies) as well as invest in new 
services. 
• The overall move to a Shared Services model will enable CGIAR to increase its focus on 
its core research instead of developing individual support functions. 
• Real financial savings (including  low risk quick wins) can be re-invested into the 
organisation. 
• External providers can accelerate financial benefits. 
Challenges 
 
• Cultural and organisational change 
impacts 
• Balancing global ambitions and 
local needs 
• Minimise disruption to operations 
• Multiple processes and ways of 
working 
How the Amalgamated Model and Shared Services mitigates these 
challenges: 
• The mix of Local, Regional and Global CoEs will be able create a smoother change 
environment compared with a ‘monolithic’ centralisation initiative. 
• The mix will also provide the means to balance global performance and growth 
initiatives with unique local and regional needs. 
• There will be an ability to tailor the service approach meaning the right solution can be 
found for centres and geographies. 
• The model facilitates standardisation of processes independent of the degree of 
centralisation. 
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What Are We Already Doing  
 AIARC managing payroll, insurance pension for IRS across Consortium (USD 150 M 
revenue annually) 
 Joint procurement team operating on early initiatives of shared procurement in library, 
ICT 
 Joint staff security initiative 
 Piloting common travel management services 
 OCS under implementation phase  in 9 Centers and Consortium 
 Operational global OCS Support Unit  
 Joint Internal Audit Unit servicing majority of CGIAR Centers 
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Again - What could success look like? 
 We believe there are much greater opportunities for efficiency increases than Center 
mergers, reducing Center Boards or capping the system costs 
 
 Large gains -$100-200/year over 5-10 years - through: single country offices; larger grants 
and shared back office systems 
 
  In fact a very early high level analysis suggests that a $25-50 million investment over the 
first 5 years could free up an accumulation of $300-600 million over 10 years for 
reinvestment in research & development. 
 
 None of it quick, none of it easy – and some requiring upfront investment – all of it 
requiring real leadership at Center and Consortium level 
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Purpose 
To begin organisational 
transformation and use 
quick wins to fund 
longer term investment 
 
Key Activities 
• Begin 
implementation 
• Focus on quick wins 
Purpose 
To develop the Target 
Operating Model of 
CGIAR’s  Shared Services 
 
 
Key Activities 
• Shared Service Model 
Design 
• Implementation 
planning 
Purpose 
To develop a formal 
Business Case for 
Shared Services 
 
 
Key Activities 
• Business Case 
• Initial assessment of 
external help 
• Assessment of quick 
win opportunities 
Purpose 
To confirm the scope and 
value of moving to 
Shared Services in more 
detail. 
 
Key Activities 
• Analysis and 
Validation Phase 
Next Steps to Progress Operational Efficiencies 
The journey to achieve operational efficiencies follows a structured path providing the 
right mechanisms to enable informed investment and business transformation design.  
Medium Term Review 
Panel 
(July 18, 2014) 
Consortium Board 
Meeting  
(October 2014) 
Business Case 
Approval and Design 
Planning 
(TBC) 
Implementation 
Commencement 
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What do we need for next steps? 
 Building commitment across the breadth of our dispersed organisation: This will take 
management commitment. 
 
 Operational and financial accountability is still retained within the 15 consortium 
members: This requires buy-in by all. 
 
 Addressing the geographic and process complexity of all stages: Recognize diversity of 
implementation needed. 
 
 Ensuring successful change and transformation.  Dedicate the right level of resource 
support.  
 
